CENTER FOR PRIORITY BASED BUDGETING

“Using a Unique Lens to Focus Community Resources on Results”

CITY of BAINBRIDGE ISLAND, WASHINGTON
Guidance and Considerations
For Scoring Community Programs

One of the most critical steps in implementing the Prioritization Process is the Scoring of Programs.

In this

step, each department is responsible for reviewing all programs and services identified in their program
inventories and then scoring each individual program relative to the five stated Results. Those Results for The

City of Bainbridge Island are:

e Green, Well-Planned Community

e Healthy and Attractive Community

e Vibrant Economy

e Reliable Infrastructure and Connected Mobility
e Safe City

The objective of the program scoring process is to gain a better understanding of two main concepts:

e The first concept in the program scoring process is gaining an understanding of how each of the
programs offered impacts the individual Results that the City exists to achieve. The scoring process
helps identify how each of the individual programs and services offered by the City influences or
impacts the ability to achieve any or all of its five stated Results. There are some programs that may
not have any kind of influence in achieving these Results. There will also be programs that may assist
the City in achieving only one of the stated Results. Finally, there may also be programs and services

that are able to influence the achievement of several or even all of the City’s Results.

As each

department evaluates their individual programs, they must first determine if there is any connection
between each single program and its ability to achieve any or all of the City’s identified Results. There
is no limitation in this process as to the number of Results that a program might influence — if there is
a connection between the program and its ability to achieve several or all of the Results, then the
department is allowed to evaluate that program against as many of the Results as possible where this

association can be clearly justified and explained.

e Once the first concept is understood and a connection between the program and one or more of the
City’s stated Results has been made, then the second concept in the program scoring process must be
considered — what degree of impact does the individual program have on the associated Result(s) for
which the connection has been identified. Programs may certainly impact the achievement of a
particular Result, but understanding the degree of that influence - whether minor in nature or
conversely very significant in nature — is a crucial role of the department in completing their individual

Program Prioritization Scorecard.

Departments will receive a program scorecard (an example of which is included in these instructions) that lists
only the programs and services offered as shown on their individual program inventory listing. The department
is then responsible for scoring each program using a “0-4” rating system against the City’s five stated
Community Results and also against the five Basic Attributes that have been defined to also assist the City in

differentiating one program against another.

In scoring the programs against the stated Results, the department applies the two concepts outlined
previously — does the program influence the City’s ability to achieve each of the Results and, if it is determined



the program does influence the achievement of a particular Result, to what degree does it impact the
successful accomplishment of that Result. Using a “0-4” scale, with “0” meaning that there is no degree of
impact since there is no influence on the Result and “4” meaning that the department strongly believes it
would be extremely difficult, if not impossible, for The City of Bainbridge Island to achieve the overall Result if
this program were not offered, the department assigns a score for each program associated with each of the
five Results. The degree of impact for programs lessens as a score of “3”, “2” or “1” is assigned, meaning that a
program scored with a smaller number still is seen as influencing the achievement of a particular Result but to
a lesser degree — i.e. a score of “1” communicates that while the program influences a particular Result, the
City could most likely achieve that overall Result even if the program did not exist. For every program and
service offered by the City, the program scoring process helps clarify the relative influence that programs have
on the Results that the City exists to achieve — it will help to more clearly understand programs that are highly
influential relative to Results, as well as programs that have a lesser degree of influence.

The grading criterion established to score programs in order to determine their degrees of impact are as
follows - on a scale of 0 to 4 points:

e 4 = program has an essential or critical role in achieving the Result (i.e. The City of Bainbridge Island

most likely could not achieve this overall Result without the existence of this program)

e 3 =program has a strong influence on achieving the Result

e 2 =program has some degree of influence on achieving the Result

e 1 =program has some influence, though minimal, on achieving the Result

e 0 =program has no influence on achieving the Result

The kinds of questions that a department should ask as they consider scoring their programs include:
e What impact does the program have on residents, relative to the Result under consideration?

o If the program has a high degree of influence on the lives the City’s residents, specific to the
Result under consideration, then the program might deserve a score of “3” or “4”.

o If the program impacts the lives of residents to a minor extent, specific to the Result under
consideration, but there’s certainly an impact, then the program might deserve a score of “1”
or”2”.

e If the program were no longer provided, would the impact on the City’s ability to achieve the Result
under consideration be highly significant or less significant?

o If the absence of the program would greatly compromise the City’s ability to meet the Result
under consideration, then the program might deserve a score of “3” or “4”.

o If the absence of the program would not have much of an impact on the City’s ability to
achieve the Result under consideration, but some impact would be felt, then the program
might deserve a score of “1” or ”2”.

e Does the program influence any of the “sub-results” relative to the Result under consideration, one of
the sub-results, or many or all of the sub-results?

o If the program has a high degree of influence on one of the sub-results relative to the overall
Result under consideration, and it would be extremely difficult for the City’s to achieve this
sub-result if the program didn’t exist, then the program might deserve a score of “3” or “4”.

o Ifthe program has a moderate degree of influence of most or all of the sub-results relative to
the overall Result under consideration, then the program might deserve a score of “3” or
even possibly “4”.

o If the program has a moderate degree of influence on only one of the sub-results relative to
the overall Result under consideration, then the program might more appropriately deserve a
score of “2” or possibly “3”.

Programs are also evaluated relative to Basic Program Attributes, which are additional characteristics of
programs that could increase their overall relevance. Those attributes selected by The City of Bainbridge Island
to assist in the Program Prioritization Scoring process are:



Mandated to Provide Program — Programs that are mandated by another level of government (i.e.
federal, state or county) will receive a higher score for this attribute compared to programs that are
mandated solely by the City or have no mandate whatsoever. The grading criterion established to
score programs, on a 0 to 4 scale is as follows:

® 4 =Program is required in writing by Federal, State or County legislation.

® 3 =Program is required by Charter or other incorporation documents OR is required in order
to comply with regulatory agency standards

® 2 ="Program is required by a Code, ordinance, resolution or policy OR is required to fulfill an
executed franchise or contractual agreement.

e 1 = Program is recommended by a national professional organization to meet published
standards or as a best practice.

e 0 =Norequirement or mandate exists.

Reliance on City to Provide Program — Programs for which residents, businesses and visitors can look
only to the City to obtain the service will receive a higher score for this attribute compared to
programs that may be similarly obtained from another intergovernmental agency or a private
business. The grading criterion established to score programs, on a 0 to 4 scale is as follows:
e 4 = City is the sole provider of the program and there are no other public or private entities
that provide a similar service
e 3 = City is currently the sole provider of the program but there are other public or private
entities that could be contracted to provide a similar service
e 2 =Program is only offered by another governmental, non-profit or civic agency
e 1 ="Program is offered by other private businesses but none are located within the City limits
e 0="Program is offered by other private businesses located within the City limits

Change in Demand for Program — Programs demonstrating an increase in demand or utilization will
receive a higher score for this attribute compared to programs that show no growth in demand or
utilization for the program or service. Programs demonstrating a decrease in demand or utilization
will actually receive a negative score for this attribute. The grading criterion established to score
programs, on a -4 to 4 scale is as follows:

e 4 =Program experiencing a SUBSTANTIAL increase in demand of 25% or more

o 3 — Program experiencing a SIGNIFICANT increase in demand of 15% to 24%

o 2 = Program experiencing a MODEST increase in demand of 5% to 14%

o 1 = Program experiencing a MINIMAL increase in demand of 1% to 4%

e  0=Program experiencing NO change in demand

e -1 =Program experiencing a MINIMAL decrease in demand of 1% to 4%

e -2 =Program experiencing MODEST decrease in demand of 5% to 14%

e -3 =Program experiencing a SIGNIFICANT decrease in demand of 15% to 24%

e -4 =Program experiencing a SUBSTANTIAL decrease in demand of 25% or more

Portion of Community Served by Program — Programs that benefit or serve a larger segment of
theCity’s residents, businesses and/or visitors will receive a higher score for this attribute compared to
programs that benefit or serve only a small segment of these populations. The grading criterion
established to score programs, on a 0 to 4 scale is as follows:

e 4 =Program benefits/serves the ENTIRE community (100%)

e 3 =Program benefits/serves a SUBSTANTIAL portion of the community (at least 75%)

e 2 =Program benefits/serves a SIGNIFICANT portion of the community (at least 50%)

e 1 ="Program benefits/serves SOME portion of the community (at least 10%)

e 0 ="Program benefits/serves only a SMALL portion of the community (less than 10%)




e Cost Recovery of Program — Programs that demonstrate the ability “pay for themselves” through
user fees, intergovernmental grants or other specifically dedicated revenues will receive a higher score
for this attribute than programs that generate limited or no funding to cover their cost. The grading
criterion established to score programs, on a 0 to 4 scale is as follows:

e 4 =Fees generated cover 75% to 100% of the cost to provide the program
e 3 =Fees generated cover 50% to 74% of the cost to provide the program
e 2 =Fees generated cover 25% to 49% of the cost to provide the program
e 1 =Fees generated cover 1% to 24% of the cost to provide the program

e 0=No fees are generated that cover the cost to provide the program

The graphic below is an example of a program scorecard for The City of Bainbridge Island depicting its five
stated Results as well as the five Basic Program Attributes. Programs are to be scored relative to each of the
five Results (i.e. “Safe City”; “Vibrant Economy”; etc.) and then also relative to the five Basic Program Attributes
(i.e. “Mandated to Provide Service”; “Reliance on City to Provide Service”; etc.). NOTE - every program should
be assigned a score for each of the five Results and each of the five Basic Program Attributes using the grading
scales explained above — where no association or relevance exists, please assign a score of “0” to indicate that
the program has been evaluated against that Result or Attribute and not overlooked in the scoring process.

CITY of BAINBRIDGE ISLAND, WASHINGTON DEPARTMENT:

Individual Department Program Scorecard Evaluation Criteria: Community Results and Basic Program Attributes
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